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25 July 1950

COLTENTS O STATE/DEFENSE STAFF STUDY RELATIVE TO
CHRCGANTIZATION OF CIn FOR MATTONAL INTTLLIGLIICE PRCDUCTION

I, Analysis of the Staff Study

1, The effsctive result of subject study snd its irplemsnting
WSC directive is to chenge the individusl statubory responsibility of
the Director of Cential Intelligence for the production of national
intelligence, to that of a cclleetive responsibility of the Intelii-
gence Advisory Cormrdttee.

2. The study accornplishes its actual objective in the NSC Divw
active as follows:

a. by veading into the National Security Act of 1947, as
amended, in paragraph 10 b and 10 ¢ the followings

(1) ", o . Until the emergence of a national
estimate or study from the JAC, collective responsi-
bility is inescapable under the Act of 19L7."

(2} ", . o The full staSubory responsibility of
the D/CI for the produchicn of zational intslligence
bacomes operative only when . . » finel drafits of na=
tional estimates or studies are recommended by the
TAC to the D/CI,"

be by defining national intelligence in paragraph 2 in
such a way as to prescribe its production as being a "coopera-
tive process of preparation” (production by committee) for the
purpose of integrating (i.e., incorpersting the substance of)
the best intelligence opinion of the departments,

¢. by previding the JAC in parsgraph 3 with responsibilities
for plenning, prescribing scope and terms of reference, initiate
ing projects, reviewing and accepting or rejecting drafts, and,
in certain cases, producing national intelligence estimates and
studies, including related lisison and coordinating functions,
presently allocated te the I/CT and CIA,

d. by providing in paragraphs 5, 6, and 7 an organization-
al realipnment of the intelligence production fasilities of CIA
which transfers the curvent intellizence and estimating facilities
from the jurisdiction of the I/CI {except for administration) teo
the functional direction and opsrational contbtrol of the TAC, and
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which provides the TAC with responsibilities for fmctionsl direction
of the remainder of CIA'a intelligence production and cellectiom
machinery. (See Chart attached)

3, Using the Nationsl Security Act of 1947 as amended, the NSCID's,
the Dulles Report and NSC 50 as terms of reference, the study asserts:

a., that ionce haz indicated that the % of natiomal.
intsllligence es%’éa has not substantially jmpr gince issuvance
of ¥SC 50 (1 July 19h9).

Y. ‘that vawarranted duplication of effort as botweon the
various agencies has conidmued.

4. TIn support of these assertions, the study states that the ahove
conditions result in largs measure froms

8. disapresment betwsen CIA and departmental agencies as to
the meaning of national intellilgence.

b. inadequacies of existing mechanisms and procedures for
the mroduction of mational intelligence.

c. contiming intornal CIA confusion between its respmsibility
for producing national intelligence and miscellansous research el

roporting.

5. The study concludes that remsdlal action required consists of:
a. re-dafining natiomal intelligence in such terms as to

pregeribe the prinelple of ecollective responsibility of the IAC

Tor 1is production as the criterion which distinguishes it from

a1l other kinds of iatelligence.

b. revising exlsting mechanisms and procedurss in accordance
with the principle of collective responsibility.

¢, recrganiszing CIA to place 1ts current imtelligence and
eatimating facilitios tmder the functiopal direction and operatimal
control of the TAG, and is remainder of CIA!s producilcon and col=-
lection facilitios wder the Dumcilonal direction of the IAC,

6. Accordingly the study recomuends that the NSCs
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a. approve and issue the implementing NSC directive attached
to the study.

b. place a limit on the strength of the proposed National
Tntelligence Croup, not to exceed 100 officer and/or professional
persomel of whom not more than 20 may be deteiled by the departe
mental agencies, (Notes After the accumulation of operating
experience, the D/CT, #ith advice and assistance of the IAC, will
recomnend to NSC such modifications in strength and composition of
the National Intelligence Group as may be Necessary.)

¢. Note that the D/CI with advice and assistance of the
TAC will submit revisions of existing WSCID!'s and D/CI's as may
be required to bring those directives into conformilty with the
atbached directive.

JI. Discussion

1., The principle of collective responsibility of the IAC for the
production of national intelligemce is neither present nor implied in
the National Security Act of 1947 as amended. On the contrary this
responsibility is clearly an individusl statutory responsibility of the
Director of Central Intelligence and the Central Intelligence Agency,
as evidenced by the references cited below.

a. Reference Section 102 d: ". . o 1t shall be the duty
of the Agency, » « « (3) to corralate and evaluate intelligence
relating to the national security, and provide for the appropriate
dissemination of such intelligence within the Government using where
appropriate existing agencies and facilities. . . Provided furthér,
That the departments and other agencies shall continue to collect,
evaluate, correlate and disseminste departmental intelligence.

b. Reference Section 102 e: ", . . such intelligence as relates
to the national security and is possessed by such departments and
other apencies of the poverimment. . . shall be made avellable to tha
Director of Central Intelligence for correlation, evaluation, and
dissemination: . . "

2. Moreover, the Wational Security Council in NSC 50 has disavowed
the principle of collective responsibility for the production of national
intelligence as follows:

M, o+ o we do not believe that the Director and the IAC should
bound by the concept of collective responsibllity because this

wonld inevitably reduce coordinated mationzl intellipgence to
the lowest common denominator among the agencles concermned.®
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.3, It is therefore the intent of the Congress and of the NSU
that the responsibility for national intelligence production should be
the individual responsibility of the D/CI and CIA, and not in any wey
a camittee or collective responsibility.

L. Further objections to the principle of collective responsibility
follovwe

5. . The orimary mission of a departmental intelligence agency
is to fulfill the intellipenca requirements of its own Secretary
or Chief of Staff, as the case may be. DBecause of this situation,
it inevitably follows that:

b, Departmental intelligence responsibility in a given fleld,
such as naval affairs; is undzniable. Intelligence estimates in
a field of this kind may easily become "national® in importance,
but they do not become "nationzl" in character until related to
ather "mational®, not degartmen‘bal, aspects of the situations from
which they arise. This process ol relating all pertinent "naticnal®
aspects of a situation is a truly national intelligence fumetion,
not a collective departnental responsibility, which must be
performed by personnel selected and trained for the purpcse, anong
whom departmental personnel might profitably be included, provided
they become an organic part of the national intelligence machinery.

c. The production of nationally lmportant departmental
intelligence is not equivalent to the production of national
Intel ipence, yot the conirary presumption 18 inherent in the
Soncept of colleotive responsibilitys & concepk which gives final
Zontrol over & carefully synchesized intellirence product to
individuals who have no responsibility for, or e%ence with,

o

e process of inbellipence synthesis at the natio evel,

d. "he factor of timeliness in the production of intelligence
is important at all levels. 1This is no less true at the national
level, The proposed arrangement would Interpose two additional
laysrs in the review and coordination process, namely the IAC Staff,
and the assembled TAC. Even if this were sound in theory, it would
e monstrous in prachice and tend to reduce the intelligence process
to an historical process. Tineliness would not be a characteristic
of national intellipgence undsr such procedures.

€. 4he principle of collective responsibility on any basis

inevitably invites the narticipants to consider and asstae respongi-~
bility for all aspects of the estinate, not nerely those within his
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na articular d“pw‘b'fmn,.al fields of responsibility and competence.
In affect this pidinciple gives each agency an egual voice on
jesues oubgide its normal responsibilities and competence.

f. It is inescapable under any working principle of collective
r3sponsibility to avoid the pitfall that national intelligence
will become merely coordinated intellipence, vhich in effect is

jrint=intelligence, at the mercy of departmental bias. CIA came
i:rito being out of the intelligence experience of World War II
wierein the JIC/JIS intelligence process resulted in reduction
of intellipence to the lowest camon denominator.

g. It is the individual resoonsibilities of the depvartmental
agencies to CIA that are of importance here. Their individual
collection effort and production effort is required and must support
national intelligence oroduction. The principle of collective
responsibility merely involves them beyond their responsibilities
and competence and slows dowm the entire national intelligence
nraduction process.

5. GIA cananct support the principle of collective responsibility
co any of the bases in which it permeates the subject study. CIA does
wost assuredly requirs that the individual responsibilities of the
departiental sgencies to CIA in suppori of CIA's mission be recognized
unaquivocably, and be fulfilled on a priority basis upon request by CIa
ci the departizznt concerned. These departmental responsibilities are
datineated and included in a proposged National Sscurity Council Inbtel-
livence Direcitive accompanying this vaper,

5. The asseriion in the study that "Experdence has indicated
taab the quality of national intelligence estimates has not substantially
“rroved since the issuance of NSC 50" (1 July 19h9) carries with it
s dmmiication that CIAts estimates are qualltatively deficient. The
shady does not identify the source of the stated Yexpasrience®, nor

‘ Lyeily the nature of the implied qualitative deficlenciss,

+.
-

;  The cherge that "umwarranted duplication of affort zs between
it warious apencles has continued® cennct possikly apply to national
inlell rence nroduction. CIA is the only spency responsibtlie for tne
; wizon of national intellipence, therefore duplication of any kind
T s ield is illegal by statube and WS intelligence directives. If,
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however, the assertion applies to all fields of intelligence productiong
then it is believed that this assertion is more valid in theory than in
fact. OIA has attempted to negotiate interdspartmental operating procedures
designed to accomplish an interchange of information on projects undertaken .
by each of the departmental intelligence agencies. Until very recently

oily the Department of State has complied with the procedires. Vhen and

if the procedures become fully operative within each departmental agercy,
there will be a basis upon which action can proceed to reduce such dumplica~
tion as may arise.

8. The assertion that "contimiing diaagreement between CIA on the
one hand and the departmental agencies on the other as to the meaning of
national intelligence" is true, as evidenced in subject study. CIA cannot
accept the definition of national intelligence which the subject study
recommends in view of the fact that the definition prescribes the primciple
of collective responsibility of the IAC for its production as the critericn
which distinguishes it from all other kinds of intelligence. Accordingly
CTA has re-defined national intelligence in terms of content and end use
and as an individual statutory responsibility of the Director of Central
Tntelligence and CIA. A copy of this definition is incorporated in
Section IV, paragraph 1 of our proposed National Security Council Intelli.
gence Directive.

9. The study further charges that existing mechanisms and procedures
for production of national intelligence are inadequate on the grounds that
they do not insure its production in accordance with the principle of
colleetive responsibility. CIA, for reasons expressed under Sectionm ITL,*
paragraphs 1 through 4 on this principle cannot accept the mechanisms
and procedures recomaended by the study. Our proposed NSCID prescribes
mechanisms and procedures which will provide for the more effective
production of nationzl intelligence.

10, The so-called Yeontinuing internal CIA confusion®” between its
responsibilities for producing national intelligence and miscellaneous
research and reporting has boecome an over-worked catch phrase and actually
stens from external confusion regarding the individual as distinguished
from the collective departmental responsibilities to CIA in support of
national Intelligence production, As long as the departuental agencies
neglect to meet their individual responsibilities to CIA, then CIA is
required to engage in tho production of such miscellaneous intelligence
as may be necessary to provide the intelligence basis and framework required
in the production of national intelligence estimates.

L. Con_clusions
1. Assertions in the study are not supported in fact and coutain

jmplications which should be clarified prior to referral of the issue
raised by this study to the NSC.
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2. The principle of collective responsibility of the IAC for the
production of naticnal intelligence ls contrary to the National Security
Act of 1947 as smended, and thus has ne besis in law. This principle
has been disavowed by the National Security Council in WSC 50 dated
1 July 1949, and is invalid on the grounds that it violates the concepd
of a strong Centrsl Intellipence Agency, as it removes the control and
authority of the Director of Central Imtelligence over mechanisms presently
available to him to discharge responsibilities for which he is held solely
responsible by law. It also imposes dubles upon the departmentsl apencles
which exceed their legal respcounsibilities and sctual conpetence,

{5igned)
R. . Hillenkoetier

R. H. HILLIZHKOGTTER

Rear Admiral, USN
Director of Cembral Intelligence
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